Specifying your requirements and selecting your supplier for records and document management by Asprey, Len & Middleton, Michael R.
Page 1
Re
co
rd
s 
& 
D
oc
um
en
t M
an
ag
em
en
t B
rie
fin
g
Specifying your requirements &
selecting your supplier for Records
and Document & Management
Applications
Authored by 
Len Asprey (Practical Information Management Solutions Pty Ltd)
Michael Middleton (Queensland University of Technology, School
of Information Systems)
Introduction
Document management systems and records management systems
have been with us for many years, and despite differences of
emphasis they have been growing closer together in functionality.
The content management system is more recent terminology that
has been adopted to describe the creation, organisation and
management of document availability via the Web. It is therefore
increasingly associated with publishing.
Each of these systems is an interpretation of information
management from the viewpoint of specific disciplines. However
they share principles to the extent that an enterprise that is
involved in any of the three areas should now look at integrative
solutions for the establishment and maintenance of such systems.
An integrative solution covers a range of facets that need to be
addressed by professionals seeking to manage organisational
information assets in documented form. The integrative solution
needs to embrace a range of functionality including document and
Web content management capabilities, document/content review
and approval management, and the implementation of
recordkeeping principles and requirements.
Successful solutions result from a number of facets including an
understanding by business and project managers of information
systems (IS) life cycle planning techniques when initiating and
progressing document and records management projects. Two
components of the software development life cycle process that are
critical success factors for deploying successful solutions for
managing documents and records are (a) the specification of
requirements and (b) selecting the correct supplier. These aspects
are identified as Part 4 of the Information Management Challenge,
which is the key focal point for this year’s Enterprise Information &
Content Management Forum.
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● The integration capabilities of the products to test the workability of the
products as a complete solution. 
● The system administration capabilities of the solution to determine
useability for administering the diverse products within the overall solution.
●  Performance of specific aspects of the solution might also be tested as part of
the benchmark assessment.
●  Supplier capabilities, in terms of a supplier’s demonstrable capabilities to
deliver the solution offered in the enterprise environment.    
Exit Criterion
The exit criterion for the supplier/package selection stage of an IS life cycle is a
signed contract, which is the entry criterion for initiating project implementation,
commencing with the design phase of the IS life cycle.
Summary
Procurement processes for document and Web content solutions that implement
recordkeeping are very similar to procurement activities for other IS projects.
However, there are unique aspects to managing documents and Web content
within enterprises that differentiate them from information solutions that
write/read data to database systems. Documents form an integral part of virtually
every business process, and there may be requirements to access/share large
digital documents or linked digital documents across distributed computing
networks, or provide highly mobile users with quick and easy access to managed
digital document collections. Consequently, the architecture and performance
capabilities of the software solution, in addition to its functionality, may have an
impact on the final selection of a product and supplier. In addition, the enterprise
needs not only to feel comfortable that a vendor has the requisite skills, methods
and experience to deliver the solution, but also that the vendor has a proven track
record in delivering solutions of a similar size and complexity, preferably with
relevant domain experience.
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Specifying Your Requirements
Purpose
The purpose of analysing and defining requirements for integrated information
systems for managing document, Web content and documentary records is to define
the diverse business and technical requirements that are to be met by the target
information solution. The key deliverable from analysis and definition of
requirements is the Requirements Specification. 
The Challenge
Information professionals tasked with specifying requirements for an integrative
environment for managing documents and Web content are faced with a number of
challenges.  For example:
●  Specifying the role of documents within the context of relevant business
processes.
●  Developing requirements that will enable the enterprise to deploy flexible and
scalable solutions that are relevant to a diverse range of business processes
within an enterprise.
●  Specifying the functionality for capture, registration, storage, search/retrieval,
security and audit requirements for a diverse range of document formats, and
tools that will support the management of documents.
●  Defining recordkeeping requirements that will need to be satisfied for managing
both physical documents and digital documents, including Web content.
●  Defining the architectural, performance and system administration requirements
for the integrated solution required for managing documents including Web
content within a recordkeeping framework.
●  Detailing the technology requirements for integration of potential solutions with
enterprises’ technology infrastructure.
●  Capturing implementation and change management issues and elucidating
policy/procedural change imperatives. 
Entry Criteria
The process of specifying detailed requirements for selection of information systems
to satisfy document, Web content and recordkeeping requirements should follow IS
life cycle planning methodology that features:
●  Definition of plans that stipulate aim and objectives, scope and define the nature
of the requirement, define the project organisation and identify risk and
associated mitigation issues.
●  Development of change management strategy at project initiation and the
implementation of the strategy throughout the project life cycle. 
●  Definition and promulgation of information policy (Middleton 2002) and the
development of document management policy as a key sub-set of information
policy. 
●  Feasibility study approach to determine operational, technical and financial
feasibility of document and Web content solutions that sustain business
processes and implement recordkeeping requirements. 
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Deliverables
The types of deliverables during this process include:
●  Procurement strategy, which defines the process for selecting a supplier and
entering into a contract agreement.
●  Evaluation strategy/plan, which defines the strategy by which the evaluation
will be managed, and the planning associated with the strategy.  It will also
include the selection criteria that are to be applied for selection of the
supplier/product.
●  Weighted scoring plan, which might be useful for scoring specific requirements
during the supplier/product assessment process.
●  Reference site visit scripts, which define the approach and types of questions
for conducting reference site visits (recommended) or checks. 
●  Benchmark plan, which defines how functional (and performance, where
relevant) benchmark assessments will be conducted.
●  Benchmark specifications, which are used to define benchmark test
configuration requirements, business usage scenarios, functionality checklists,
and logistical requirements relating to benchmark assessment.
Evaluation Considerations
During the selection process the capabilities of the product(s) and supplier need to
be examined from a number of perspectives. For example:
●  Functionality of the solution (validated against the functional component of the
Requirements Specification).  Check a range of functional capabilities including
items such as (to cite a few examples only):
● Capabilities to manage complex relationships between documents, such as
embedded or linked objects.
● Capabilities to manage drawings, and maintain links between parent
drawings that reference child drawings.
● Management of e-mails and attachments,
● Management of different renditions (formats) of the same document so that
integrity is maintained between all versions).
● Management of hyperlinks within the document repository (and perhaps
also hyperlinks from externally stored documents to documents managed
by the solution).
●  Architecture of the solution (validated against the non-functional section of the
Requirements Specification). Given that there are likely to be a number of
products that comprise the solution, a range of integration checks needs to be
examined to help validate the capabilities of the solution. For example, (to
nominate a few examples only):
● Capabilities of all modules to integrate with desktop client operating
systems and software, server operating and database management
systems, browser and Web services.
● Capabilities of modules to operate in a distributed computing environment
(if that is a requirement) or to service highly mobile users (laptops,
teleworkers).
Methodology
Approach
The step processes for the requirements analysis and definition stage are defined
(Shelly, Cashman & Rosenblatt 2001) as:
●  Determination of requirements, which is primarily concerned with obtaining the
facts about the process and systems models relating to the current business
environment.
●  Analysis of requirements, which focuses on the various business and technology
solution options for improving business process and delivering effective
document, Web content and recordkeeping solutions. 
●  Specification of requirements, which defines the requirements of integrative
systems that will support the implementation of the preferred
business/technology solution options. 
●  Validation of requirements, which confirms the documented requirements,
involving validation by stakeholders representing business and system
responsibilities. 
Techniques
Requirements analysis and definition includes techniques such as interviewing, data
collection and analysis, sampling, and analytical tools such as functional analysis,
process modelling, data flow diagrams, data models, and detailed process
descriptions.  The outputs from the step processes involved in determination and
analysis of requirements need to provide the inputs to the Requirements
Specification.  
Deliverables
The Requirements Specification is the primary deliverable from the IS life cycle
process of requirements analysis and definition. The specification is a vital key to
successful supplier/package selection, contract management and a winning project
implementation. 
In order to address the diversity of requirements for an integrative document, Web
content and recordkeeping solution, the Requirements Specification might be
structured along the lines proposed (Sommerville, 2001) for software projects:
●  User requirements, which focuses on the business requirements for the solution.
Determination of the business requirements needs to address strategic, tactical
and operational planning within an enterprise, and focuses primarily on process
models and the role of documents, Web content and documentary records
within the models.
System requirements, which incorporates:
●  Functional requirements, which focuses on the functionality of the software that
is required to support the solution.  These requirements might include coverage
of functionality for digital office documents, email, physical office documents,
drawings, workflow, document imaging and recognition technologies, and
systems’ integration requirements. (The MoReq Specification (European
Communities IDA Programme, 2001) may provide a foundation for analysing
and developing functionality statements).
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●  Non-functional requirements, which includes architecture, inter-operability,
reliability and performance measures.
●  Domain requirements, which include attention to infrastructure, regulatory
requirements and standards utilisation.
Other deliverables may include project and quality plans, problem definition
statements, process maps, data dictionaries, and similar outputs from the application
of analytical techniques and tools.
Collaboration
The diversity of issues that need to be addressed during the requirements analysis
and definition stage of IS life cycle planning is such that enterprises may find it
beneficial to adopt a collaborative approach to analysing, determining, validating
and specifying requirements. The collaborative approach would involve the
establishment of a team that represents the interests of various information
disciplines, including an IS project manager, end-users systems analysts,
recordkeeping professionals, archivists, and librarians. A collaborative
requirements analysis and definition approach that embraces inputs from the
diversity of business users and information professionals will reduce risk and help
the development of a Requirements Specification that has merit. 
Exit Criteria
The primary deliverable is the Requirements Specification that encompasses the
user and system requirements for the information system(s) that will support the
business solution. 
Summary
The importance of specifying requirements cannot be understated, and the level of
effort involved should not be under-estimated. The Requirements Specification is
likely to form part of the contract with the selected supplier, and will be the basis
upon which the design work associated with the information systems component
of the solution will be developed. Inadequacy of specifications may mean costly
delays in development and implementation, and can result in negative outcomes
such as litigation involving the contract for the solution. 
Selecting Your Supplier
Purpose
The purpose of supplier selection is to obtain the necessary software (and perhaps
hardware and communications equipment) and professional services to implement
integrated information solutions for managing documents including Web content
within a recordkeeping framework. 
The Challenge
The supplier selection process may involve a range of inter-related steps:
●  Developing a procurement strategy that the enterprise will adopt to select a
supplier and required information systems products to satisfy the business
needs.
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●  Developing an evaluation strategy for evaluating suppliers/products.
●  Selecting information systems product(s) that provide the capability to meet
the diversity of requirements defined in the Requirements Specification.
●  Choosing a supplier that has the product and domain experience, combined
with resources that have the project management experience, business
acumen and technical knowledge to deliver successful solutions. 
●  Negotiating a contract with the supplier that is acceptable to all parties.
Entry Criterion
The entry criterion is an approved Requirements Specification.
Methodology
Supplier selection covers the procurement processes involved in acquiring a
supplier and packaged software (plus hardware, communications equipment, as
required) to support an integrative document, Web content and recordkeeping
solution. 
Approach
The specific approach will depend on the procurement policies of respective
enterprises.  However, a typical approach might include:
●  Preparation and publication of RFP (encompassing Requirements Specification).
●  Desktop evaluation of proposals.
●  Benchmark assessment of proposals from a shortlist of suppliers.
●  Reference site visits.
●  Gap analysis of final shortlist.
Techniques
The techniques used during supplier selection might include:
●  Functionality checklists, which are designed to help organisations confirm the
capabilities of products.
●  Supplier checklists, which are used to validate supplier capabilities.
●  Weighted scoring methodology, which can be useful as a means of helping to
differentiate relevance during functional (and supplier) analysis.
●  Benchmark assessment, which is used to validate solutions offered by
suppliers in terms of the functionality and also pre-system acceptance
performance tests (where these can be simulated).
●  Gap analysis, which is a technique that might be useful for identifying
functionality gaps that are either manageable or non-manageable, and may
assist final product determination.
●  Risk analysis, which can be used to help organisations determine the relative
risks associated with proceeding with suppliers/products.
●  Contract negotiation, which involve technique/experience in developing
contracts between purchasers and suppliers.
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●  Non-functional requirements, which includes architecture, inter-operability,
reliability and performance measures.
●  Domain requirements, which include attention to infrastructure, regulatory
requirements and standards utilisation.
Other deliverables may include project and quality plans, problem definition
statements, process maps, data dictionaries, and similar outputs from the application
of analytical techniques and tools.
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The diversity of issues that need to be addressed during the requirements analysis
and definition stage of IS life cycle planning is such that enterprises may find it
beneficial to adopt a collaborative approach to analysing, determining, validating
and specifying requirements. The collaborative approach would involve the
establishment of a team that represents the interests of various information
disciplines, including an IS project manager, end-users systems analysts,
recordkeeping professionals, archivists, and librarians. A collaborative
requirements analysis and definition approach that embraces inputs from the
diversity of business users and information professionals will reduce risk and help
the development of a Requirements Specification that has merit. 
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The primary deliverable is the Requirements Specification that encompasses the
user and system requirements for the information system(s) that will support the
business solution. 
Summary
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likely to form part of the contract with the selected supplier, and will be the basis
upon which the design work associated with the information systems component
of the solution will be developed. Inadequacy of specifications may mean costly
delays in development and implementation, and can result in negative outcomes
such as litigation involving the contract for the solution. 
Selecting Your Supplier
Purpose
The purpose of supplier selection is to obtain the necessary software (and perhaps
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●  Developing a procurement strategy that the enterprise will adopt to select a
supplier and required information systems products to satisfy the business
needs.
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●  Developing an evaluation strategy for evaluating suppliers/products.
●  Selecting information systems product(s) that provide the capability to meet
the diversity of requirements defined in the Requirements Specification.
●  Choosing a supplier that has the product and domain experience, combined
with resources that have the project management experience, business
acumen and technical knowledge to deliver successful solutions. 
●  Negotiating a contract with the supplier that is acceptable to all parties.
Entry Criterion
The entry criterion is an approved Requirements Specification.
Methodology
Supplier selection covers the procurement processes involved in acquiring a
supplier and packaged software (plus hardware, communications equipment, as
required) to support an integrative document, Web content and recordkeeping
solution. 
Approach
The specific approach will depend on the procurement policies of respective
enterprises.  However, a typical approach might include:
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●  Desktop evaluation of proposals.
●  Benchmark assessment of proposals from a shortlist of suppliers.
●  Reference site visits.
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●  Functionality checklists, which are designed to help organisations confirm the
capabilities of products.
●  Supplier checklists, which are used to validate supplier capabilities.
●  Weighted scoring methodology, which can be useful as a means of helping to
differentiate relevance during functional (and supplier) analysis.
●  Benchmark assessment, which is used to validate solutions offered by
suppliers in terms of the functionality and also pre-system acceptance
performance tests (where these can be simulated).
●  Gap analysis, which is a technique that might be useful for identifying
functionality gaps that are either manageable or non-manageable, and may
assist final product determination.
●  Risk analysis, which can be used to help organisations determine the relative
risks associated with proceeding with suppliers/products.
●  Contract negotiation, which involve technique/experience in developing
contracts between purchasers and suppliers.
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Deliverables
The types of deliverables during this process include:
●  Procurement strategy, which defines the process for selecting a supplier and
entering into a contract agreement.
●  Evaluation strategy/plan, which defines the strategy by which the evaluation
will be managed, and the planning associated with the strategy.  It will also
include the selection criteria that are to be applied for selection of the
supplier/product.
●  Weighted scoring plan, which might be useful for scoring specific requirements
during the supplier/product assessment process.
●  Reference site visit scripts, which define the approach and types of questions
for conducting reference site visits (recommended) or checks. 
●  Benchmark plan, which defines how functional (and performance, where
relevant) benchmark assessments will be conducted.
●  Benchmark specifications, which are used to define benchmark test
configuration requirements, business usage scenarios, functionality checklists,
and logistical requirements relating to benchmark assessment.
Evaluation Considerations
During the selection process the capabilities of the product(s) and supplier need to
be examined from a number of perspectives. For example:
●  Functionality of the solution (validated against the functional component of the
Requirements Specification).  Check a range of functional capabilities including
items such as (to cite a few examples only):
● Capabilities to manage complex relationships between documents, such as
embedded or linked objects.
● Capabilities to manage drawings, and maintain links between parent
drawings that reference child drawings.
● Management of e-mails and attachments,
● Management of different renditions (formats) of the same document so that
integrity is maintained between all versions).
● Management of hyperlinks within the document repository (and perhaps
also hyperlinks from externally stored documents to documents managed
by the solution).
●  Architecture of the solution (validated against the non-functional section of the
Requirements Specification). Given that there are likely to be a number of
products that comprise the solution, a range of integration checks needs to be
examined to help validate the capabilities of the solution. For example, (to
nominate a few examples only):
● Capabilities of all modules to integrate with desktop client operating
systems and software, server operating and database management
systems, browser and Web services.
● Capabilities of modules to operate in a distributed computing environment
(if that is a requirement) or to service highly mobile users (laptops,
teleworkers).
Methodology
Approach
The step processes for the requirements analysis and definition stage are defined
(Shelly, Cashman & Rosenblatt 2001) as:
●  Determination of requirements, which is primarily concerned with obtaining the
facts about the process and systems models relating to the current business
environment.
●  Analysis of requirements, which focuses on the various business and technology
solution options for improving business process and delivering effective
document, Web content and recordkeeping solutions. 
●  Specification of requirements, which defines the requirements of integrative
systems that will support the implementation of the preferred
business/technology solution options. 
●  Validation of requirements, which confirms the documented requirements,
involving validation by stakeholders representing business and system
responsibilities. 
Techniques
Requirements analysis and definition includes techniques such as interviewing, data
collection and analysis, sampling, and analytical tools such as functional analysis,
process modelling, data flow diagrams, data models, and detailed process
descriptions.  The outputs from the step processes involved in determination and
analysis of requirements need to provide the inputs to the Requirements
Specification.  
Deliverables
The Requirements Specification is the primary deliverable from the IS life cycle
process of requirements analysis and definition. The specification is a vital key to
successful supplier/package selection, contract management and a winning project
implementation. 
In order to address the diversity of requirements for an integrative document, Web
content and recordkeeping solution, the Requirements Specification might be
structured along the lines proposed (Sommerville, 2001) for software projects:
●  User requirements, which focuses on the business requirements for the solution.
Determination of the business requirements needs to address strategic, tactical
and operational planning within an enterprise, and focuses primarily on process
models and the role of documents, Web content and documentary records
within the models.
System requirements, which incorporates:
●  Functional requirements, which focuses on the functionality of the software that
is required to support the solution.  These requirements might include coverage
of functionality for digital office documents, email, physical office documents,
drawings, workflow, document imaging and recognition technologies, and
systems’ integration requirements. (The MoReq Specification (European
Communities IDA Programme, 2001) may provide a foundation for analysing
and developing functionality statements).
INFO@2002 _OE2  29/10/2002  12:06 pm  Page 3
Page 2 Page 7
● The integration capabilities of the products to test the workability of the
products as a complete solution. 
● The system administration capabilities of the solution to determine
useability for administering the diverse products within the overall solution.
●  Performance of specific aspects of the solution might also be tested as part of
the benchmark assessment.
●  Supplier capabilities, in terms of a supplier’s demonstrable capabilities to
deliver the solution offered in the enterprise environment.    
Exit Criterion
The exit criterion for the supplier/package selection stage of an IS life cycle is a
signed contract, which is the entry criterion for initiating project implementation,
commencing with the design phase of the IS life cycle.
Summary
Procurement processes for document and Web content solutions that implement
recordkeeping are very similar to procurement activities for other IS projects.
However, there are unique aspects to managing documents and Web content
within enterprises that differentiate them from information solutions that
write/read data to database systems. Documents form an integral part of virtually
every business process, and there may be requirements to access/share large
digital documents or linked digital documents across distributed computing
networks, or provide highly mobile users with quick and easy access to managed
digital document collections. Consequently, the architecture and performance
capabilities of the software solution, in addition to its functionality, may have an
impact on the final selection of a product and supplier. In addition, the enterprise
needs not only to feel comfortable that a vendor has the requisite skills, methods
and experience to deliver the solution, but also that the vendor has a proven track
record in delivering solutions of a similar size and complexity, preferably with
relevant domain experience.
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Specifying Your Requirements
Purpose
The purpose of analysing and defining requirements for integrated information
systems for managing document, Web content and documentary records is to define
the diverse business and technical requirements that are to be met by the target
information solution. The key deliverable from analysis and definition of
requirements is the Requirements Specification. 
The Challenge
Information professionals tasked with specifying requirements for an integrative
environment for managing documents and Web content are faced with a number of
challenges.  For example:
●  Specifying the role of documents within the context of relevant business
processes.
●  Developing requirements that will enable the enterprise to deploy flexible and
scalable solutions that are relevant to a diverse range of business processes
within an enterprise.
●  Specifying the functionality for capture, registration, storage, search/retrieval,
security and audit requirements for a diverse range of document formats, and
tools that will support the management of documents.
●  Defining recordkeeping requirements that will need to be satisfied for managing
both physical documents and digital documents, including Web content.
●  Defining the architectural, performance and system administration requirements
for the integrated solution required for managing documents including Web
content within a recordkeeping framework.
●  Detailing the technology requirements for integration of potential solutions with
enterprises’ technology infrastructure.
●  Capturing implementation and change management issues and elucidating
policy/procedural change imperatives. 
Entry Criteria
The process of specifying detailed requirements for selection of information systems
to satisfy document, Web content and recordkeeping requirements should follow IS
life cycle planning methodology that features:
●  Definition of plans that stipulate aim and objectives, scope and define the nature
of the requirement, define the project organisation and identify risk and
associated mitigation issues.
●  Development of change management strategy at project initiation and the
implementation of the strategy throughout the project life cycle. 
●  Definition and promulgation of information policy (Middleton 2002) and the
development of document management policy as a key sub-set of information
policy. 
●  Feasibility study approach to determine operational, technical and financial
feasibility of document and Web content solutions that sustain business
processes and implement recordkeeping requirements. 
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Introduction
Document management systems and records management systems
have been with us for many years, and despite differences of
emphasis they have been growing closer together in functionality.
The content management system is more recent terminology that
has been adopted to describe the creation, organisation and
management of document availability via the Web. It is therefore
increasingly associated with publishing.
Each of these systems is an interpretation of information
management from the viewpoint of specific disciplines. However
they share principles to the extent that an enterprise that is
involved in any of the three areas should now look at integrative
solutions for the establishment and maintenance of such systems.
An integrative solution covers a range of facets that need to be
addressed by professionals seeking to manage organisational
information assets in documented form. The integrative solution
needs to embrace a range of functionality including document and
Web content management capabilities, document/content review
and approval management, and the implementation of
recordkeeping principles and requirements.
Successful solutions result from a number of facets including an
understanding by business and project managers of information
systems (IS) life cycle planning techniques when initiating and
progressing document and records management projects. Two
components of the software development life cycle process that are
critical success factors for deploying successful solutions for
managing documents and records are (a) the specification of
requirements and (b) selecting the correct supplier. These aspects
are identified as Part 4 of the Information Management Challenge,
which is the key focal point for this year’s Enterprise Information &
Content Management Forum.
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the Australian Corporations law as a limited liability company. 
PIMS provides professional information management and technology consulting services
to corporations, businesses and government departments.
PIMS’ primary focus is to assist organisations to acquire and implement practical
information management and technology solutions for their strategic and tactical
business requirements.  
PIMS is completely independent from any vendor, product or service provider. 
PIMS helps its customers to develop opportunities for accelerating product to market
delivery cycles, leveraging competitive advantage, delivering effective customer services,
facilitating continuous business processes, meeting regulatory compliance obligations
and mitigating business risk.
● Abbyy Europe GmbH ● Adobe Systems Europe Ltd ● Beta Systems Software Ltd ● British Computer Society ● BSI
● Cad-Capture Ltd ● Canon (UK) Ltd ● Captiva Software Corporation ● CMG ● CSF ● DICOM Technologies 
● Digital Vision ● Documentum Software Europe Ltd ● e-Doc ● Esker Ltd ● FormScan ● Financial Sector Technology
● Fujitsu Europe Ltd ● Fujitsu Services Ltd ● Gauss Interprise (UK) Ltd ● Government Business ● Hummingbird 
● Information Age ● Kleindienst Solutions GmbH & Co KG ● LISA ● McLaren ● Microsystems Technology GmbH
● Manufacturing & Logistics IT ● Neurascript Ltd ● Objective Corporation UK Ltd ● OnBase ● Optio Software UK Ltd
● Ovum ● Pallas Athena Ltd ● RedDot Solutions Ltd ● The Stationery Office ● Strategy Partners
● TOWER Software (UK) Ltd ● Tower Technology Ltd ● Workflow Management Coalition
Organisations that participated in info@ include:
19th/20th November 2002
London
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